This study replicates, integrates, and extends prior research on the dispositional, contextual, and cognitive antecedents of feedback-seeking behavior. Regression analysis was used to analyze data collected from a sample of salespeople (N = 310) from 2 Fortune 500 companies. The study hypotheses were supported with the following results. First, the individual disposition of learning goal orientation and the contextual factors of leader consideration and leader initiation of structure influenced cognitions about the perceived cost and value of feedback seeking. Second, the strength of the relationship of learning goal orientation with the cost and value perceptions was moderated by the leadership style of the supervisor, Since the seminal work of Ashford and Cummings (1983) , many studies have found that proactive feedback seeking is an important individual resource for employees. Feedback seeking enables employees to clarify their role expectations, evaluate the adequacy and appropriateness of their work behavior, and improve their performance (Ashford & Tsui, 1991; Morrison, 1993a Morrison, , 1993b . Given the importance of feedback seeking in providing roleclarifying information, scholars have investigated its antecedents in attempts to identify ways to encourage it. These antecedents can be classified into three general categories: (a) individual dispositions such as self-esteem (e.g., Northcraft & Ashford, 1990) , (b) feedback context factors such as the publicness of seeking feedback (e.g., Ashford & Northcraft, 1992) , and (c) cognitions about the perceived cost and value of feedback seeking (e.g., Ashford, 1986) .
Since the seminal work of Ashford and Cummings (1983) , many studies have found that proactive feedback seeking is an important individual resource for employees. Feedback seeking enables employees to clarify their role expectations, evaluate the adequacy and appropriateness of their work behavior, and improve their performance (Ashford & Tsui, 1991; Morrison, 1993a Morrison, , 1993b . Given the importance of feedback seeking in providing roleclarifying information, scholars have investigated its antecedents in attempts to identify ways to encourage it. These antecedents can be classified into three general categories: (a) individual dispositions such as self-esteem (e.g., Northcraft & Ashford, 1990) , (b) feedback context factors such as the publicness of seeking feedback (e.g., Ashford & Northcraft, 1992) , and (c) cognitions about the perceived cost and value of feedback seeking (e.g., Ashford, 1986) .
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Correspondence concerning this article should be addressed to Don VandeWalle, Organizational Behavior and Business Policy Department, Cox School of Business, Southern Methodist University, P.O. Box 750333, Dallas, Texas 75275-0333. Electronic mail may be sent to dvande@mail. cox.smu.edu. knowledge of the dispositional antecedents of feedback-seeking behavior is mostly limited to main effect relationships, but it is likely that contextual factors may moderate the effects of individual dispositions on feedback-seeking behavior (e.g., Levy, A1-bright, Cawley, & Williams, 1995) . Also, these main effect relationships have often been found to be inconsistent across studies (cf. Fedor, Rensvold, & Adams, 1992; Van Dyne, Earley, & Cummings, 1990) , which further suggests the possible presence of contextual moderators of these relationships.
The purpose of the current study is to develop and test a model that integrates prior research by simultaneously considering the dispositional, contextual, and cognitive antecedents of feedbackseeking behavior. As Figure 1 illustrates, we propose that the individual disposition of goat orientation (Dweck, 1986 (Dweck, , 1999 and the contextual variables of leader consideration and initiation of structure (Fleishman & Peters, 1962) both independently and interactively influence the perceived cost and value of feedback seeking. In turn, the cost and value perceptions influence feedback-seeking behavior. We next review research on the cost and value perceptions and then elucidate the role of goal orientation in the feedback-seeking process. Ashford and Cummings (1983) outlined two methods of feedback seeking: (a) a monitoring method by which individuals attend to and take in information from their environment by observing the situation and behaviors of others to gather cues, and (b) an inqui O' method by which individuals seek feedback by directly asking those around them for personal feedback. They proposed that the perceived cost and value of feedback seeking were the primary determinants of these methods of feedback seeking. Subsequent Ashford (1986) and VandeWalle and Cummings (1997) found that the perceived value was the most important determinant of feedback seeking. Similarly, Fedor, Rensvold, and Adams (1992) and VandeWalle and Cummings (1997) reported negative relationships between perceived cost and feedback seeking. Thus, consistent with prior research, we position the perceived cost and value of feedback seeking as the immediate antecedents of feedback-seeking behavior. Ashford and Cummings (1983) proposed that personal goals and the motive to achieve mastery were two key influences in the feedback-seeking process. Interestingly, at about the same time but independently, scholars in the social-cognitive field were developing a theory of personality based on goals and achievement motives. In particular, Dweck (1986) and Nicholls (1984) proposed that individuals have goal orientations--an individual disposition for goal preferences in achievement situations. They identified two major classes of goal orientations--learning and performance. With a learning goal orientation, individuals seek to develop themselves by improving their ability, acquiring new skills, and mastering new situations. In contrast, individuals with a performance goal orientation seek to demonstrate and validate the adequacy of their ability by seeking favorable judgments and avoiding negative judgments about their ability. Although both goal orientations have attracted considerable research interest (e.g., Farr, Hofmann, & Ringenbach, 1993) , the concept of learning goal orientation more closely parallels the motive-to-achieve-mastery framework of Ashford and Cummings. We thus focus our theory development and testing on the learning dimension of goal orientation.
Theory Development
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Goal Orientation
The interpretive and behavioral response patterns that are associated with individuals who have a strong learning goal orientation are especially informative and pertinent for feedback-seeking research. First, individuals with a learning goal orientation tend to hold an incremental theory about personal attributes such as intellectual ability (Dweck, 1986) . They view ability as a malleable attribute that can be developed through effort and experience. Second, goal orientation influences how individuals view effort expenditures (Ames, 1992) . With a learning goal orientation, the individual views effort as a means for activating current ability for task achievement and as a strategy for developing the ability needed for future task mastery. Third, Farr et al. (1993) discussed how goal orientation influences the interpretation of feedback, especially negative feedback. With a learning goal orientation, there is a tendency to view feedback as diagnostic information about how to develop task mastery.
VandeWalle and Cummings (1997) developed an initial model of how goal orientation influences feedback-seeking behavior. They proposed that because learning-goal-oriented individuals believe that ability can be developed, they should be more willing to exert the effort needed to develop ability. They also noted that learning-goal-oriented individuals tend to view feedback as diagnostic information about how to improve performance rather than as a judgment of their competency and worth. Given these perceptions about ability and feedback, learning-goal-oriented individuals should be more focused on the value of feedback seeking for development and less focused on the cost of feedback seeking. Empirically, VandeWalle and Cummings found that individuals with a learning goal orientation perceived a greater value and lower cost for feedback seeking and engaged in more feedback seeking than did individuals who lacked this orientation. Although their study provided initial evidence for the influence of learning goal orientation on the cost and value cognitions, VandeWalle and Cummings used a scenario methodology with undergraduate students. The current research is the first, to our knowledge, to test the generalizability of learning goal orientation as an antecedent of the cost and value perceptions in an actual work setting.
Hypothesis l: A learning goal orientation has a positive relationship with cognitions about the perceived value of feedback seeking.
Hypothesis 2: A learning goal orientation has a negative relationship with cognitions about the perceived cost of feedback seeking.
Feedback-Seeking Context
The influence of context in the feedback-seeking process is the second major focus of our research. Feedback-seeking context is defined as the environment in which feedback is sought and received (Levy et al., 1995) . The primary approach to studying the feedback-seeking context has been manipulation of the publicness of the feedback-seeking environment in a laboratory setting (see Ashford & Northcraft, 1992; Levy et al., 1995; Northcraft & Ashford, 1990 ). The conclusion from this stream of research is that individuals are more likely to seek feedback in a private context than in a public context.
Although a private context such as a computer source or telephone help line encourages more feedback seeking, feedback seeking must often occur in a public context. For example, subordinates often need to seek feedback directly from a supervisor. Given that feedback must often be sought through face-to-face contact with a supervisor, the making of public contexts more conducive to feedback seeking is a salient managerial issue. Relatedly, Madzar (1995) proposed that a supervisor's leadership style influences the feedback-seeking behavior of subordinates. Following Madzar's insight, we analyze the influence of two of the most ubiquitous constructs in the leadership literature: consideration and initiation of structure.
Feedback Context: Leader Consideration
active role in the planning, communicating, and scheduling of work activities for goal attainment (Fleishman & Peters, 1962) . In their early theory development, Ashford and Cummings (1981) proposed a negative relationship between initiation of structure and feedback seeking. They based their proposal on the logic that as initiation of structure decreases, the supervisor provides less feedback to the subordinate, and the subordinate must therefore seek feedback more actively. We propose, however, that an argument can be made for a positive relationship between initiation of structure and feedback seeking. It is important to note that the very essence of initiation of structure is the supervisor's focus on goals for the subordinate. A goal focus should increase a subordinate's need to seek feedback to clarify expectations and monitor goal progress. Consistent with this line of thought, Morrison and Weldon (1990) found that study participants in an assigned goal condition were more likely than participants without an assigned goal to seek feedback about their performance on a brainstorming task. Also, supervisors who initiate structure have more feedback exchanges with subordinates, and Ashford (1986) found that feedback giving can increase feedback seeking, because the receiver experiences and recognizes its value. Thus, we make the following hypothesis:
Hypothesis 4: There is a positive relationship between leader initiation of structure and the perceived value of feedback seeking.
Leader consideration reflects the degree to which a supervisor has job relationships that are characterized by mutual trust, respect for subordinates' ideas, and consideration of their feelings (Fleishman & Peters, 1962) . We propose that there will be a decrease in the perceived cost of feedback seeking as the level of leader consideration increases. Three laboratory experiments with undergraduate students provide indirect support for this proposal.
First, Vancouver and Morrison (1995) conducted a scenario study and found that relationship quality level had a positive effect on the willingness of the participant to seek feedback from the source portrayed in the scenario. Second, Miller and Levy (1997) found that study participants were much more willing to seek feedback on their task performance from a supportive experimenter (e.g., prompt, polite, enthusiastic) than from an unsupportive experimenter (e.g., less accessible, abrupt, not as enthusiastic). Third, Ang, Cummings, Straub, and Earley (1993) found that participants working on an "in-basket" exercise were much more willing to seek feedback about their exercise performance from a source in a good mood than from a source in a bad mood.
We suggest that a common underlying cognitive process occurred in each of these laboratory studies. Specifically, as individuals become more comfortable with a potential feedback source (i.e., relationship quality or source mood improves), the perceived cost of feedback seeking decreases, leading to an increase in feedback-seeking behavior. We extend this logic to the construct of leader consideration and propose the following:
Hypothesis 3: There is a negative relationship between leader consideration and the perceived cost of feedback seeking.
Feedback Context: Leader Initiation of Structure
Leader initiation of structure reflects the degree to which a supervisor defines and structures work roles. Supervisors take an
The Interaction of Learning Goal Orientation and Feedback Context
In addition to the bivariate relationships proposed in Hypotheses 1-4, additional insights can be gained by examining how learning goal orientation interacts with leadership style in relation to the perceived cost and value of feedback seeking. Identifying contingency effects can help one understand when a learning goal orientation is especially important. Two-way interaction. As we discussed for the development of Hypothesis 3, prior research has found that unfavorable situations such as a feedback source being in a bad mood (Ang et al., 1993) or being unsupportive (Miller & Levy, 1997) decrease the frequency of feedback-seeking behavior. Goal orientation research, however, has found that when learning goal-oriented individuals face an unfavorable situation such as task failure (Dweck & Leggett, 1988) or social rejection (Dweck, 1999) , they engage in an adaptive response pattern of maintaining task interest, remaining persistent, and escalating effort. In addition, learning goal orientation has positive relationships with hope (Dykman, 1998) and optimism (VandeWalle, 1996) . We jointly consider the findings on learning-goal-orientation characteristics and feedbackseeking favorableness and suggest that the adaptive response pattern, optimism, and hope of learning-goal-oriented individuals helps them to remain resilient when they face the unfavorable situation of a low-consideration supervisor.
Specifically, we propose that leader consideration moderates relationships of learning goal orientation with the perceived cost and value of feedback seeking. First, we predict that the negative relationship between learning goal orientation and perceived cost of feedback seeking will be stronger when leader consideration is low, as compared with when it is high. In other words, when leader consideration is low, a situation that is aversive to feedback seek- ing, it takes a learning goal orientation to help buffer the subordinate from becoming preoccupied with the cost of feedback seeking. Second, we predict that the positive relationship between learning goal orientation and perceived value of feedback seeking will be stronger when leader consideration is low, as compared with when it is high. When leader consideration is low, employees with a learning goal orientation are likely to be able to look beyond the relationship challenge and continue to focus on the value rather than on the cost of feedback seeking. In contrast, when leader consideration is high, the situation for feedback seeking is more favorable for all subordinates, and a learning goal orientation is less likely to provide a special advantage as to the cost and value perceptions that lead to feedback seeking. Thus, we make the following hypotheses:
Hypothesis 5: The negative relationship between learning goal orientation and cognitions about the perceived cost of feedback seeking is stronger when leader consideration is low, as compared with when it is high.
Hypothesis 6: The positive relationship between learning goal orientation and cognitions about the perceived value of feedback seeking is stronger when leader consideration is low, as compared with when it is high.
Three-way interaction. Ashford and Cummings (1981) proposed that the interaction of consideration and initiation of structure would influence feedback-seeking behavior. We concur with their proposal and, on the basis of the synthesis of Hypotheses 4 and 6, hypothesize the following:
Hypothesis 7a: The positive relationship between learning goal orientation and cognitions about the perceived value of feedback seeking is weakest when leader consideration and leader initiation of structure are high.
Hypothesis 7b: The positive relationship between learning goal orientation and cognitions about the perceived value of feedback seeking is strongest when leader consideration and leader initiation of structure are low.
Mediated Model
Finally, we seek to replicate in a field study the laboratory finding of VandeWalle and Cummings (1997) that cognitions about the perceived cost and value of feedback seeking mediate the relationship between learning goal orientation and feedback seeking. We also add consideration and initiation of structure as independent variables to the mediated model.
Hypothesis 8:
The perceived cost and value of feedback seeking mediate the relationships of learning goal orientation, leader consideration, and leader initiation of structure with feedback-seeking behavior.
Method
Participants and Procedure
The hypotheses were tested using data collected in a mail survey of salespeople from two divisions at two Fortune 500 companies operating in industrial markets. Sales of the two finns exceeded $15 billion and $3.5 billion, respectively. The companies sold a variety of industrial products through multiple specialized sales forces. The participants had an average age of 43.98 years (SD = 10.08), an average sales experience of 19.13 years (SD = 9.66), and an average tenure of 9.62 years (SD = 8.39) in their current position. In addition, 87.5% held at least an undergraduate degree, and 94.3% of the participants were men.
The four division heads provided names and addresses of all their salespeople. Each salesperson was sent a questionnaire with a cover letter discussing the study and assuring confidentiality. We mailed surveys to 340 salespeople in the participating companies. The respondents were asked to mail the surveys directly back to us. Two weeks after the first mailing, we sent a reminder letter to all salespeople. After 2 more weeks, we sent a reminder letter and questionnaire to all salespeople who had not responded. These procedures yielded 310 responses, providing a final usable response rate of 91%.
Measures
For each measure, the item responses were averaged to calculate the variable score. The descriptive statistics, reliability coefficients (Cronbach's alpha), and correlations among the variables are provided in Table 1. All reliability estimates exceeded .70.
Learning goal orientation. Learning goal orientation was assessed
with a nine-item scale developed by Sujan, Weitz, and Kumar (1994) . Given that Sujan et al.'s scale was validated with a sample of salespeople and has been used in additional research with salespeople (e.g., VandeWalle, Brown, Cron, & Slocum, 1999), it was particularly appropriate for the current research. The items used 7-point Liken-type response scales ranging from I (strongly disagree) to 7 (strongly agree).
Leader initiation of structure and consideration. The participants'
perceptions of their supervisor's leadership style were assessed with two scales from a sales force study by Teas (1983) . Initiation of structure was measured with five items, and consideration was measured with six items.
The items used 7-point response scales ranging from 1 (very. false) to 7 (very true).
The perceived cost and value of feedback seeking were assessed with five-and six-item scales, respectively, taken from Ashford (1986) . The items used 7-point Likert-type response scales ranging from 1 (strongly disagree) to 7 (strongly agree).
Feedback-seeking behavior. We asked how frequently study participants sought feedback by the inquiry method from their supervisors regarding (a) overall job performance, (b) technical aspects of the job, (c) values and attitudes of the firm, (d) role expectations, and (e) social behaviors. Response formats consisted of 7-point scales anchored by 1 (almost never) and 7 (very frequently). The measure was adapted from Morrison (1993a Morrison ( , 1993b .
Control variables. Ashford (1986) and Ashford and Cummings (1985) found that various forms of work experience (e.g., job tenure, organizational tenure) had negative relationships with the perceived value of performance feedback and the frequency of feedback seeking. Given these findings in prior research, we included work experience as a control variable in our analyses. It was assessed with a single item that asked the participants how many years and months of sales experience they had. Regardless of individual differences or contextual factors, the need to seek feedback can also be a function of the nature of the task. We thus included task complexity as a second control variable. Task complexity was assessed with six items from John and Weitz (1989) that asked what percentage of sales situations faced by the respondent were accurately described by each statement. Each item was rated on a scale that ranged from 0% to 100%.
Results
The hypotheses were tested using multiple regression analysis. To minimize collinearity between the main effects of learning goal orientation, leader consideration, and leader initiation of structure with the interaction terms, we mean-centered the three main effect variables, as recommended by Aiken and West (1992) . For each regression equation, we entered the two control variables (work experience and task complexity) in the first step.
As shown in Table 2 , Hypotheses 1-4 were all supported. For Hypotheses 1 and 2, learning goal orientation had a positive Note. The reported coefficients are the beta weights obtained from the final regression equation with all variables entered for the model estimation. L = learning goal orientation; I = initiation; C = consideration. *p'< .05. **p < .01. ***p < .001. Note. The values in the table are the beta coefficients for the regression of the perceived value on learning goal orientation at high and low levels of consideration and high and low levels of initiation of structure. **p< .01. ***p <.001.
relationship with the perceived value of feedback seeking (/3 = .29, p < .001) and a negative relationship with the perceived cost of feedback seeking (/3 = -.22, p < .001). For Hypotheses 3 and 4, leader consideration had a negative relationship with the perceived cost (/3 = -.42, p < .001), and initiation of structure had a positive relationship with the perceived value (/3 = .17, p < .01).
To test Hypotheses 5-7, we first assessed the statistical significance of the interaction terms (see Table 2 ). When a term was significant, we then analyzed the form of the interaction using the interpretation procedures outlined by Aiken and West (1992) . Hypothesis 5 proposed that leader consideration would moderate the relationship between learning goal orientation and the perceived cost. As reported in Table 2 , the Learning Goal Orientation x Leader Consideration interaction was significant and positive (/3 = .11, p < .05). We interpreted this interaction by examining the regression weights (simple slopes) of learning goal orientation at one standard deviation above and one standard deviation below the mean for leader consideration. As predicted, learning goal orientation was significantly related to perceived cost only when leader consideration was low (/3 = -.33, p < .001) and not when it was high (/3 = -.10, p = .171). This suggests that being high in learning goal orientation becomes especially advantageous for subordinates when they must deal with lowconsideration-style supervisors.
For Hypothesis 6, the interaction between learning goal orientation and leader consideration with respect to the perceived value was significant and negative (/3 = -. 11, p < .01). An examination of the regression weights at one standard deviation above and below the mean of leader consideration revealed that learning goal orientation was more strongly related to perceived value when consideration was low (/3 = .40, p < .001), as compared with when consideration was high (/3 = .16, p < .05). This finding also indicates that a learning goal orientation becomes especially important under circumstances adverse to feedback seeking, such as dealing with an inconsiderate supervisor.
For Hypotheses 7a and 7b, the three-way Learning Goal Orientation x Initiation of Structure x Consideration interaction with respect to perceived value was significant (/3 = -.16, p < .01). Table 3 displays the results of the analysis of regression weights linking learning goal orientation to the perceived value under the four possible combinations of high and low values for leader Note. The coefficients are the beta weights. Both regression equations include the control variables and interaction terms. These terms are omitted in the table presentation for clarity and space purposes. For the equation with only the independent variables, the degrees of freedom are 9 and 291 for the F value. For the equation with the perceived value mediator variable included, degrees of freedom are 10 and 290 for the F value. *p <.05. **p <.01. ***p<.001.
consideration and leader initiation of structure. As we predicted for Hypothesis 7a, the positive relationship between learning goal orientation and the value perception was weakest when leader consideration and initiation of structure were both high (/3 = .05, p = .634). In contrast to our prediction for Hypothesis 7b, the strongest relationship between learning goal orientation and the value perception occurred when leader consideration was low and leader initiation of structure was high (/3 = .64, p < .001).
We tested the mediated model proposed in Hypothesis 8 with the mediated regression procedure outlined by Baron and Kenny (1986) . First, the independent variables must be related to the mediators. The results of our tests of Hypotheses 1-4 (reported in Table 2 ) confirm that this condition was met. Second, the independent variables must be related to the dependent variables. The statistically significant betas of learning goal orientation, initiation of structure, and consideration in relation to feedback-seeking behavior (as reported in Table 4 ) indicate that this condition was met. Third, the mediator must be related to the dependent variable. As Table 1 shows, this condition was met by the correlation of the perceived value and feedback seeking (r = .32, p < .01), but it was not met by the correlation of the perceived cost and feedback seeking. Given the status of Condition 3, it is only appropriate to test the perceived-value variable for mediation. Fourth, the effect of the independent variable on the dependent variable must be significantly reduced or eliminated when jointly considered with the mediator variables. Table 4 shows the results of two multiple regression equations. In the first equation, feedback-seeking behavior was regressed on the independent variables of learning goal orientation, consideration, and initiation of structure. In the second equation, the perceived-value mediator was added as a predictor variable. The beta of learning goal orientation became statistically nonsignificant, whereas the betas for consideration and initiation of structure decreased but remained significant. These results suggest that perceived value completely mediated the relationship between learning goal orientation and feedback seeking and partially mediated the relationships of initiation of structure and consideration with feedback seeking.
Discussion
Our findings provide evidence for the generalizability of prior findings from the laboratory and break new ground in feedbackseeking behavior research. First, the tests of Hypotheses 1 and 2 replicated the findings of laboratory studies with undergraduate students (e.g., VandeWalle & Cummings, 1997) and found that a learning goal orientation had a positive relationship with the perceived value of feedback seeking and a negative relationship with the perceived cost of feedback seeking.
Second, we tested Hypotheses 3 and 4 to develop an understanding of the influence of feedback context in the form of leader behaviors. We found that leader consideration had a strong negative relationship with the perceived cost of feedback seeking and leader initiation of structure had a positive relationship with the perceived value of feedback seeking. These findings suggest that supervisors can enhance the likelihood of face-to-face feedback seeking through their choice of leadership style.
Third, we looked at the moderating effects of leadership style on the relationships between learning goal orientation and the perceived cost and value of feedback seeking. To summarize our findings for Hypotheses 5-7, the "average" bivariate relationships found in prior research (i.e., VandeWalle & Cummings, 1997) suggest that the influence of a learning goal orientation is more complex. Specifically, we found a stronger negative relationship between learning goal orientation and perceived cost when leader consideration was low than when it was high, and the relationship of learning goal orientation and the perceived value of feedback seeking was much stronger when consideration was low than when it was high. Finally, we regressed the perceived value of feedback seeking on the three-way interaction of Learning Goal Orientation x Initiation of Structure × Consideration. The relationship of learning goal orientation and perceived value was weakest for the High Consideration × High Initiation of Structure combination. This combination appears to be sufficiently favorable for feedback seeking that a learning goal orientation is not critical. The relationship of learning goal orientation and perceived value was strongest for the Low Consideration × High Initiation of Structure combination. Although this contextual pattern differed from our hypothesis, in retrospect, a supervisor with this profile might appear to be an unapproachable taskmaster. This line of thought is consistent with Fleishman's (1998) proposal that a subordinate's perception of a supervisor's initiation of structure style is likely to depend on the supervisor's concurrent consideration style. When supervisors exhibit such a leadership style, a learning goal orientation appears to be especially important for helping individuals to maintain a positive perspective about the value of feedback seeking.
Fourth, we found partial support for a mediated model of feedback seeking (Hypothesis 8). The regression results in Table 4 indicate that the perceived value of feedback seeking fully mediated the influence of learning goal orientation and partially mediated the influence of the two contextual variables on feedback seeking. These findings support the generalizability of the laboratory findings of VandeWalle and Cummings (1997) to a field setting with employees.
The perceived cost of feedback seeking, however, did not mediate relationships, as it was not related to feedback seeking. Ashford (1986) also found a statistically nonsignificant relation-ship between cost perceptions and feedback seeking. She suggested that cost perceptions may influence the initiation of feedback seeking in a specific situation but that these perceptions do not influence the frequency of feedback seeking over an extended period of time. Because Ashford (1986) and the current study both measured chronic levels of feedback seeking, the influence of cost perceptions may have been obscured. In contrast, VandeWalle and Cummings (1997) asked questions for a specific, one-time scenario situation and found a significant relationship between the perceived cost and feedback seeking.
Management Practice Implications
Our study findings provide several insights for management practice. First, there is a growing accumulation of evidence of a positive relationship between a learning goal orientation and the personal use of productive self-regulation activities such as strategy development (Sujan et al., 1994) , skill-maintenance activities (Stevens & Gist, 1997) , task focus (Fisher & Ford, 1998) , and goal setting (Brett & VandeWalle, 1999) . Our results are consistent with this relationship pattern and provide further evidence for the potential value of using a learning goal orientation as a criterion for personnel decisions. A learning goal orientation should be especially valuable for positions that require skill development, because of task complexity, task novelty, and task evolution (VandeWalle, 1999) .
Second, Madzar (1995) recommended that managers receive training in leadership styles that foster feedback seeking by subordinates. The findings of our study indicate that employees are more likely to seek feedback when supervisor consideration and initiation of structure are high. Therefore, training of managers should include programs that both develop supervisory consideration skills and help supervisors initiate structures that foster goal-focused behavior.
Research Limitations
As with all studies, there are research design factors to be addressed. First, the data were obtained by self-report. With this procedure, there can be concerns that common method variance and consistency effects may be responsible for some of the results. We note, however, that our findings are consistent with laboratory studies in which goal orientation and feedback-seeking variables were assessed independently (e.g., Butler, 1993) . This accumulation of consistent results across research settings, data collection procedures, and populations enhances confidence in the inferences that we have made. Second, the participants in our study were highly experienced sales people with relatively homogeneous demographic characteristics. This sample homogeneity may have resulted in a rather strict test of the hypotheses, as the variance could be restricted for the study variables. Future research will need to test our findings in other settings (e.g., nonsales) and with samples representing other populations (e.g., new employees and women). Third, we selected variables for inclusion in this study on the basis of prior theory and empirical evidence. Our model, however, is not comprehensive, and therefore additional variables may also explain variance in the dependent variables. For example, Kouzes and Posner (1993) have developed a credibility theory of leadership. The core leadership characteristics in their theory of honesty, competence, and so forth could be excellent candidates for future research on how individuals develop perceptions of the cost and value of feedback seeking.
